Across the world, higher education is facing new challenges as governments cut subsidies, new technologies enable 'massively open' online courses, students are accessed from global locations, and the centuriesold mission of universities is commercialised. In spite of these profound changes, most institutions of higher education have remained unaltered in terms of how they are structured and governed. Similarly, the consequent commodification of knowledge has not been challenged in general even though the lack of the deep knowledge that underpins competent professional practice is periodically lamented. This paper outlines an experiment in an alternative form of academic programme management; one which is perhaps more appropriate in current times. It describes an initiative at an Australian university where an action-research approach is being used to engage the full spectrum of stakeholders in the governance and execution of the strategic intent of a particular 'flagship' postgraduate programme. In this way, it demonstrates how knowing (knowledge manifesting in practice) is achieved through a form of praxis that continuously refines, through interactive 'creatively abrasive' forums, the enactment of mission-pertinent practices. However, as an initiative that threatens the political status quo within the university, much of the action, until recently, has had to be conducted 'invisibly'.
Introduction
The global higher education industry is facing significant challenges of which it has inadequate experience. As state subsidies decline and new information and communication technologies threaten to disrupt the traditional 'operational model' of institutions of tertiary education, administrators are transforming these educational institutions into businesses. This corporatisation of the academy is placing academic standards and the quality of the teaching/learning experience at risk, and creating research agendas that frequently prioritise narrow sectarian commercial interests over 'the common good' (Altbach 2002) . In the corporatised context of the academy in the twenty-first century, the discourses of marketing, reputation management and commercialisation have become commonplace, whilst those traditionally associated with the academy -such as that of 'academic freedom' and the unencumbered pursuit of knowledge -have become audibly silent (Newman and Jahdi 2009) . This paper covers the second, third and fourth spirals of an action-research project within an Australian university, that is attempting to offer an alternative response to these challenges (for the first spiral of action research, see Bianchini, Maxwell, and Dovey 2014) . Within a 'boutique' postgraduate programme that is targeted at experienced, high-performing students, a 'distributed leadership' approach is being taken whereby the programme's entire stakeholder community is participating voluntarily in its leadership. The intention is to experiment with a new form of programme organisation where the voluntary resources of the stakeholder community supplement those of the academy in the delivery of critical action learning projects that feed off the conceptual knowledge introduced through the formal curriculum. The assumption is that while most standard higher education programmes can operate under current regimes, innovative programmes, which can differentiate the institution in terms of the high-value knowledge produced, need to operate differently. However, as an initiative that threatens the status quo, given its relinquishing of formal control mechanisms in favour of relationship-based means such as trust, resistance to it was inevitable and much of the initial work has had to be conducted below the management radar. Such 'invisible' strategic action needed to be sustained until a strong enough coalition of support -one that could guarantee the integration of these new practices into the modus operandi of the university -could be built. As this paper outlines, this has been a challenging task.
Strategic challenges confronting the traditional institutions of higher education
The rapid acceleration of globalisation, advances in technology, and significant economic, socio-political and environmental concerns are creating unprecedented demand for tertiary education (Murray and Dollery 2006; Stabile 2007) . Increasingly, the generation and leveraging of knowledge underpins economic growth (Clarke 2001; Kenway et al. 2006) , with the OECD (2011) seeing the transfer of knowledge from universities to the broader society as essential for the economic and social development of regions. Blackmore (2002) concurs, arguing that the capacity for advanced problem-solving now required of knowledge workers, traditionally has been associated with a university education.
However, while the increasing demand for knowledge offers institutions of higher education an unprecedented opportunity, the decline of social democracy has resulted in the commercialisation of higher education in the West, as state funding to universities is progressively reduced (Bok 2003; Washburn 2005; Healy 2008 ). Desperate to increase revenues, all but the most elite institutions (those that have significant endowment income) have engaged in an intense global competition for students, leading to a reduction in entry-level and academic standards (Altbach 2002; Murray and Dollery 2006; Healy 2008; Bexley, James, and Arkoudis 2011) and the undermining of their educational mission by short-term financial strategies (Molesworth, Nixon, and Scullion 2009; Sidorkin 2012; Mills 2012) . As universities hasten to take advantage of the new 'cash cow' of international student enrolments, some of their practices are putting the value of a university education in question (Murray and Dollery 2006; Scoot, Coates, and Anderson 2008; Harpur 2010; Warner 2014) . Bok (2003, 158) argues that traditional institutions of higher education are ill-suited to exploit the opportunities offered by the 'internationalisation' of higher education, and that their role in this domain will soon be usurped by commercial organisations:
(T)he world of higher education (is) dominated by large, self-satisfied universities: inefficient, resistant to change, and overly indulgent toward pampered professors who seem largely unaccountable to the students they supposedly serve. Viewed in this light, the vast, lucrative field of advanced education looks like the next health care industry, inviting incursions by enterprising businesses, confident that they can deliver what their customers want. Furthermore, Bokor (2012) states that the current public university model will prove to be unviable in the next 10-15 years. He outlines three new models that will emerge from the traditional university model of a broad-based teaching and research institution, supported by a large asset base and a large, predominantly in-house, back office:
(1) Streamlined Status Quo -the institution will continue to provide a broad base of education and research but will either bring the cost of operation down by changing the way courses are delivered, or it will build relationships with industry to garner additional financial support through sponsorship. (2) Niche Dominators -the institution will scale back the breadth of the courses taught in order to focus upon niche areas and to streamline the cost of operations. (3) Transformers -new providers will disrupt the market by introducing models that change the nature of education and how students access it. This is already evident in the provision of 'massively open online courses' (MOOCs) that are operating on a scale previously unimaginable (see Knowledge@Wharton 2012). However, some commentators remain sceptical of such offerings, with Sidorkin (2012, 489) claiming that:
When the masses get something the elites have had for a long time, it always comes in a different form. Some say it becomes adulterated and debased; others say it becomes democratised and more accessible.
While Cadwalladr (2012) praises the emergence of MOOCs as a game-changer in educational provision, others such as Koller, the co-creator of Coursera (see Knowledge@Wharton 2012), acknowledge the many problems related to assessment and accreditation that still plague MOOCs. Furthermore, debate continues over the quality of learning outcomes in comparison with face-to-face tuition (Girod and Wofcikiewicz 2009; Horspool and Lange 2012) . Motivated by the opportunity to increase revenues greatly while simultaneously reducing cost, traditional institutions are showing interest in the MOOC phenomenon (Murray and Dollery 2006; Harpur 2010; Graham 2012) . In this respect, however, questions of whether MOOCs can develop the deep, practice-based knowledge that has been tested through experience, peer challenge and interpersonal debate, is not one that appears to concern the administrators of these institutions.
Another factor in the deterioration in quality of the teaching/learning experience in current institutions of higher education is their increasing prioritisation of research. Through skewed university incentive systems, staff are encouraged to give research output precedence over the quality of the teaching/learning experiences they create (Slaughter and Leslie 1997; Bok 2003; Washburn 2005; Coates et al. 2008) .
Innovation in the academy: alternative model of higher education Intense global economic competition has created not just a demand for knowledge but, in particular, for the deep knowledge acquired through experience and refined through collaborative challenge and debate within communities of practice. Known variously as Mode-2 knowledge (Gibbons 2000) and strategic/procedural knowledge (Collins, Brown, and Newman 1989) , these forms of knowledge are deeply embedded in the contexts of their acquisition and application. As such, they are constituted by the mostly tacit knowledge bases that underlie a competent person's ability to make use of various forms of knowledge, as well as the heuristic, control, and learning strategies useful in solving complex problems and carrying out difficult tasks. This includes knowledge relating to the sequencing of events; the monitoring of learning and other processes; and the general organisation of people and practices that is acquired through participation in well-organised endeavours led by experienced individuals or teams of people (see Collins, Brown and Newman 1989; Rogoff 1990; Lave and Wenger 1991 , for greater detail on these forms of knowledge and the 'situated-ness' of their acquisition and use).
Such knowledge is acquired through engagement with real problems, within the contexts of those problems, and access to learning coaches and a community of experienced peers. To provide this, institutions of higher education have to access partner organisations, set context-based assessment tasks, and ensure that lecturers are competent learning coaches and that class peers are capable of informed discussion and debate. While academic supervisors deal with the issues surrounding the integration of theory and practice and the enactment of self-reflexive learning practices, partner organisations provide 'cognitive scaffolding', appropriate alliances and facilitate insights into the task of strategy execution. Both roles focus attention upon the culture of practice within organisations; and organise students' knowledge acquisition, and its use, around critical problems/challenges. Furthermore, they alert students to the politics of implementation and ensure that these are addressed collaboratively and effectively through the mediation of power across hierarchical 'barriers' and the facilitation of networks that traverse work roles and narrow partisan interests. As Collins, Brown, and Newman (1989, 487) put it, all participants in the process develop 'an awareness of the distributed nature of expertise and insight' which is 'the foundation of successful collaboration in all domains'.
The delivery of such critical action learning experiences represents a logistical challenge to the academy as it requires a range of stakeholder expertise to be available on a voluntary basis. Furthermore, it introduces forms of critical self-and collective-reflexivity that are likely to question a broad range of assumptions that underpin the conventional practices of the academy. Offered in this paper is the case of a university programme that has implemented such an approach to learning, and through which relevant Mode-2 knowledge is being co-created. Before introducing the case, however, we would like to point out that innovation is a notoriously difficult strategy to execute. Given its intention to transform the status quo, it is not surprising that in most organisations the rhetoric of innovation substitutes for its practice. To innovate successfully, the (usually powerful) interests that are vested in the status quo have to be addressed effectively. A growing literature (Pinchot 1985; de Jong and Wennekers 2008; Dovey and Mooney 2012; Dovey and McCabe 2014) is showing that certain individuals -known as intrapreneurs -play a decisive but invisible role in the execution of this task. Driven by the need to 'make a positive difference', intrapreneurs locate themselves inside large organisations whose mission matters to them. Working 'below the radar' of management until they have a powerful value proposition that is supported by an appropriate coalition of interests, intrapreneurs nurture and develop ideas whose conversion into new valuable practices, products and/or services contributes to the sustainability of the organisation. The case that follows provides an example of intrapreneurship within the academy.
The case study: the invisible action that underpins visible innovation in the academy From its inception 20 years ago, the ABC -a boutique postgraduate offering at an Australian university that is intended to enhance the university's brand rather than generate revenue per se -was conceptualised as a 'flagship' programme focused upon the 'deep knowledge' produced when self-reflexive practice is refined theoretically through classroom-based debate and discussion. In order to achieve this educational aim, careful selection of students and staff has been a priority. To gain entry to the programme, students need 5 years of management-level work experience and an excellent undergraduate academic record. As all assessment tasks are work-based, students also need to be employed. For this reason, the programme is only offered in part-time mode. Lecturers are drawn from industry on the basis of having strong academic qualifications; broad experientially acquired knowledge bases; demonstrated commitment to teaching/learning; and a pedagogical style that facilitates intense interactivity.
In recent years, the ABC has come under pressure from university administrators to transform into another of the 'cash cow' Masters degrees on offer. In an attempt to resist such pressure to compromise the academic standards of the programme, the Director of the ABC adopted an intrapreneurial role with the intention of building an external power base that could contest the university's hegemony in such matters. It was at this point that much of the strategic action went 'underground' and became invisible to the university authorities. The intrapreneurial intervention adopted an action-research methodology for two reasons:
. the programme is founded upon constructionist assumptions: it assumes that social reality is an emergent inter-subjective phenomenon that is strongly shaped by the nature and strength of contesting political interests, and that the knowledge informing social reality is inter-subjective in nature and manifests through social interaction and practices. Furthermore, it assumes that this knowledge is most readily accessible through critical, collectively reflexive action that is aimed at the achievement of an established practical goal; . achieving the programme's practical goal of establishing an alternative model for the management of high-value innovative programmes within higher education, required the generation of mission-pertinent, actioninformed, knowledge. That is, knowledge that is generated through continuous spirals of plan-act-reflect-transform; the nature of which is made evident (and, thus, accessible to others) through a transparent and welldocumented research process. In this respect, each spiral of action encompasses a form of action learning whereby the Mode-2 knowledge required to achieve the practical goal (a successful form of programme management that engages the entire stakeholder community) is generated; and each spiral also encompasses a research process whereby the evidential bases of decisions taken are documented and effective action learning practices are identified and theorised.
Grounded in Gramsci's (1971, ed.) notion of praxis, action-research views theory as not only informing practice but, in turn, as itself being informed by practice in a dialectical fashion. This process involves spirals of 'theorising, acting, reflecting, learning and transforming (re-theorising)', with each spiral of action drawing on the action-informed theory generated by its predecessor. Key to the success of this approach is the interplay between thought and action, whereby practitioners reflect on the impact of their action and then incorporate new insights, with respect to the strategic issue being addressed, into subsequent strategic action.
The design of this experimental approach also drew on two theoretical change management frameworks: Barnard's (1938) theory of formal organisations and Kotter's (1995) eight-step change model. Barnard proposed that all organisations have to induce the cooperation of multiple agents to contribute effort towards a collective purpose through three essential modes of organisation: motivation, communication and visioning. More recently, Rijamampianina (1999) added two more elements -learning and selection -to the list. Kotter (1995) , on the other hand, argued that successful change management requires adhering to the following eight steps:
. Establishing a sense of urgency: Convincing a critical mass of stakeholders of the negative consequences for the organisation in the absence of the change. . Forming a powerful guiding coalition (GC): Establishing a group, representing all stakeholder groups and capable of guiding the change process. . Creating a vision: The new vision should appeal to all key stakeholders.
Its purpose is to motivate, provide a rationale for the change, facilitate alignment and assist stakeholders to evaluate their progress. . Communicating the vision: Using every existing communication channel and opportunity to sustain the vision in the minds of stakeholders. . Empowering others to act on the vision: Communication is never sufficient in itself; renewal requires the removal of internal and external obstacles. . Planning for and creating short-term wins: Stakeholder resilience and motivation is boosted by regular evidence of success. . Consolidating improvements: Changes need to be consolidated in new practices to prevent regression to old approaches under stress. . Institutionalising the new approaches: Kotter (1995, 67) warns that 'until new behaviours are rooted in social norms and shared values, they are subject to degradation as soon as the pressure for change is removed'.
The first spiral of action-research (conducted from July 2010 to June 2011) introduced a 'distributed' leadership approach to this academic offering [see Bianchini, Maxwell, and Dovey (2014) for detailed coverage of this spiral]. In particular, it delivered:
. an ABC Board of 18 people elected by the stakeholder community;
. the professionalisation of the Board's standing (community-ratified constitution; monthly, minuted Board meetings; etc.); . the establishment of an online vehicle for community participation and communication (a very active ABC Group on LinkedIn); . the Board's resolve to create an independent financial base in order to be able to sustain the academic quality of the programme in the face of significant financial cuts to academic programmes; . regular face-to-face intellectual and social events for the stakeholder community; . the capacity, through the action-research process, for stakeholders to critique the ABC Board's strategy and collectively learn from each actionresearch spiral.
At the planning session that commenced the second spiral of action-research (conducted from July 2011 until June 2012), it was decided to limit the Board's action to three projects at any one time; negotiate with the university for a greater share of the revenue gained from external ABC initiatives; collaborate with the university's central marketing department with respect to improved branding/marketing of the ABC; and submit a request, through the university's formal procedural channel, to change the name of the programme (to better reflect the ABC's new direction). This spiral of action-research delivered the following outcomes:
. senior university management agreed to the transfer of all revenue gained from external initiatives into the ABC account; . a dedicated ABC website was created by community members under the sponsorship of a senior manager at the university who had become part of an 'invisible' coalition of support for the ABC initiative (cost-cutting had resulted in the loss of the ABC's official dedicated website); . educational forums on topical issues were offered to industry partners to allow them to experience the critical interactivity that is a pedagogical feature of the programme's academic subjects; . the knowledge generated by the action-research spirals boosted the ABC's research output; . a professional consultancy, utilising the voluntary services of the ABC community, was established in support of the programme's quest for external sources of finance; . silo (faculty) conflict arose over the programme's 'name change' request;
. awareness arose regarding the inappropriateness of the selection criteria for the successor to the ABC Director upon his retirement.
The third action-research spiral (conducted from July 2012 to June 2013) applied the new knowledge generated through the self-reflexive processes of the previous spiral, in an attempt to enhance the Board's strategic action.
However, as the ABC initiative was visible now within the university (because of the name change request), for the first-time active resistance to its strategic intent was encountered. In September 2012, the programme director took three requests to a meeting with the university's senior management. These concerned the transformation of the programme's status to that of a 'strategic business unit' with full profit and loss responsibility, reaching agreement on the criteria by which the ABC Director's successor would be selected, and the re-activation of the issue of a name change for the ABC. Senior management listened politely to these requests and promised to respond.
As a way of raising independent finance for the ABC, a very successful event was organised by the ABC Board to which 65 executive-level participants were attracted. However, early in December 2012, as a consequence of malpractices uncovered within one area of the university's administration, signing rights on financial accounts were taken away from all people not part of the university's line-management structure. This made the previously 'invisible' dedicated account, over which the ABC Director had been given exclusive signing rights by senior management, visible to his line manager who was now required to sign-off on all expenditure from this account. This resulted in personal resentment and non-cooperation from the line manager who, in spite of the funds raised by the event, refused to sign-off on outstanding bills from this event in late November.
By late December 2012, apart from making the line manager sign-off on the payment of the outstanding event bills, senior management had made no attempt to follow up on the programme director's requests. Seeking resolution of these matters, the executive members of the ABC Board met with the university's senior management. While they declined the request to give the ABC the status of a 'strategic business unit', they agreed in principle with the ABC's right to income from external fund-raising activities and promised to facilitate the ABC Director's management of such an account. They postponed discussion on the other matters until February 2013.
By May 2013, no action had been taken by senior management on any of the requests. On the basis of the unresolved issues, the programme director committed to staying on in his role until formal negotiation processes had been concluded successfully. However, while little had been achieved in terms of recognition of the new model of education offered by the programme, several university-administered indicators reflected the increasing excellence of the programme's academic offerings. No official recognition was given with respect to this achievement.
The fourth spiral of action research (conducted from July 2013 to June 2014) was constrained by numerous phenomena: the director was on sabbatical leave for the first 6 months of this spiral and, in his absence, the Board's chairman adopted a more hierarchical 'leadership' role -an action that undermined the commitment of several Board members and many community members. Furthermore, the financial resources required to sustain the academic quality of the programme did not materialise during this spiral -although the programme had operated without a university budget since its inception, the Board had until then been able to raise sufficient resources from its own endeavours to ensure the funding of specialist lecturers and succession planning (a strategy through which a 'bench' of potential lecturers was groomed for the future).
Early in 2014, a series of Board meetings attempted to address the crisis of the relative inactivity of the stakeholder community during this spiral and the consequent withdrawal of interest by many within the community. Fortuitously, at that point, the Faculty in which the ABC is located came under senior management's scrutiny because of poor performance. A review of the Faculty's work highlighted the ABC as the only world-class teaching programme offered in the Faculty; an outcome that forced senior management to acknowledge the issues, concerning the funding of the programme, raised previously by the ABC Director. The Director used the opportunity to articulate the challenge of sustaining the exceptional quality of the ABC mode of education without financial and other support (such as agreeing to the name change of the programme). Furthermore, the transformational nature of this community-based initiative, and its potential offering of a new form of participative governance in higher education received 'guarded' praise from one (informally powerful) member of the senior management. As a consequence of these events, the rhetorical status of the programme was elevated back to that of a 'flagship' offering, and senior management promised to review the financial and other arrangements under which the ABC operated.
By July, nothing had yet changed, with the senior management arguing that decisions had been delayed until after the new Dean of the Faculty had been appointed (the previous one had been moved to a research position). Pushed to make a decision on the issue, senior management declined the ABC director's request for a budget -citing increasing funding pressures on the university as its reason. Thus, none of the issues (financial resources, name change, succession planning with respect to the role of director, etc.) had been addressed. A review of the fourth spiral of the action research indicated that the only remaining viable option for the sustainability of the Faculty's only 'world-class' teaching programme was the raising of external finance by the ABC Board. Given the problems encountered within the Board over the fourth spiral of action research, it was also clear that the effective execution of this strategy would require a review of the Board's purpose and probably the radical transformation of its strategies and, perhaps, its composition. To oversee this process, the ABC Director extended his tenure in the role indefinitely and the fifth spiral of action research commenced.
Analysis of the knowledge generated by the action-research process A broad range of knowledge was generated during the three spirals of the action research (July 2011 -June 2014) covered in this paper. In our analysis of the learning gained from them, we focus only upon knowledge relating to effective intrapreneurship -more specifically, knowledge related to the management of the politics of innovation within a large organisation structured as a functional hierarchy. This has been categorised into two forms of knowledge: that related to the politics of resistance and that related to the politics of persistence.
Managing the politics of resistance The spirals of action-research encountered many forms of resistance. These can be classified as follows:
. Structural inertia: The functional hierarchical structure creates over time routinised processes and procedures that become inured to change. These reified phenomena are experienced by insiders as inevitable features of reality and attempts to change them are viewed as 'unnatural' and 'misguided'. The learning gained in this arena has been not to take this form of resistance personally, and to build trusting relationships with administrators by showing that all ABC endeavour is aimed at the common good of the university and not motivated by the career aspirations of ABC stakeholders. Through the creation of such trust, a coalition of 'insider' support is gradually being built. . Personal politics: The violation of hierarchical authority and bureaucratic protocol is interpreted by 'insiders' as a personal affront to the office bearer. Thus, the discovery by the ABC Director's line manager of a financial account over which he had no control was viewed by him as an act of insubordination (even though it had been authorised by senior management). This institutionally endorsed perspective of 'betrayal' camouflaged more personal aspects of the situation. Learning gained from this set of circumstances has contributed to insights regarding how the 'personal' can become 'political', and vice versa, to the detriment of the capacity to collaborate in the common interest. . Fear of creating a precedent: The failure of the university's senior management to act on the ABC Director's requests appears to be motivated by the fear of creating a precedent. In this respect, the learning gained was that the choice of political harmony over risky, though potentially valuable, options for the organisation is preferred by the leaders of functional hierarchical organisations. This situation has made the creation of an internal alliance of senior people, who approve of what the ABC programme is attempting to achieve and are prepared to take the risk of supporting it, an urgent task. . Reified mental models: The ABC Director's articulation of the alternative model that the programme offers university administrators, in the context of the significant challenges faced by the traditionally structured and operated academy, generally has fallen on deaf ears. Administrators' assumptions about 'the way universities work' reduce their 'absorptive capacity' with respect to arguments regarding the benefits offered by the ABC model. The learning gained on this issue has been the need for stakeholder education on the viability and benefits of the ABC model. Such education should take the form of showcasing the tangible benefits being realised for the university, by the ABC, at every opportunity. . Fear of loss of financial control (and thus susceptibility to financial fraud): As Weber (1970 ed.) pointed out over a century ago, bureaucracies are focused upon control. Furthermore, they act retrospectively (rather than proactively) in their orientation to control, engaging in the 'discharge of business according to calculable rules and 'without regard for persons'' (Weber 1970, 215) . Hence they respond to cases of administrative failure with 'blanket' solutions; as occurred when an incident of fraud in one division of the university led to the university-wide imposition of line-management control over all financial account administration. However, as a consequence of the growing coalition of internal allies and the general recognition that the ABC Director is acting in the best interests of the university, a solution which does not require line-management sign-off has been initiated by senior administrators. The learning here has been the importance of the intrapreneur being viewed by management as always acting in the collective interests rather than in his/her own career interests. . Transforming inappropriate assumptions: The stakeholder community members driving the change process bring to the task mental models acquired through past experience. If their assumptions are inappropriate to the espoused strategic direction of the programme, then the execution of such strategy will be undermined. In the case of the ABC Board, some members' assumptions about authority and leadership were violating the principles of the strategy of 'distributed leadership' that the ABC Director initiated when he created the Board. This manifested quickly during the Director's 6-month period of sabbatical leave (during the fourth spiral of action research) and negatively impacted the effectiveness of the ABC Board and its relationship with the ABC community. The learning gained from this failure to identify, and transform, such assumptions during the earlier spirals of the action research is that of the need to ensure that the self-and collectively reflexive practices enacted during each spiral of the action research result in the scrutiny of the mental models [assumptions about 'self', 'others' and 'the way the world works' -see Senge (1990) ] of participants with respect to their appropriateness for the task at hand (see Argyris and Schon 1996 , for coverage of such 'double-loop learning' whereby assumptions are critically scrutinised).
The forms of persistence required to overcome these barriers included the following actions:
. Courage of convictions (meaningful mission): The co-created Core (vision, mission and values) is taken very seriously by the ABC community and acts as the reference point for all decision-making. Furthermore, the value proposition of the programme -a world-class postgraduate education, a life-transforming experience and connection to a knowledge-rich, trusted, community -drives all academic decision-making in the programme. The cherished, co-owned brand of the programme is another source of courage among community members with respect to resilient intrapreneurial action. The learning gained has been the realisation of the readiness of the stakeholder community to make significant personal sacrifices for a programme with a meaningful Core that they perceive themselves to co-own. The power of a programme 'that matters' to its stakeholders, with respect to their voluntary donation of vital resources -such as their time, energy, ideas and knowledge -in the interests of the realisation of its Core, has been a revelation to the entire ABC community. . Collective energy renewal (leveraging of the vital intangible capital resources (ICRs) created by the collaborative action): The interactivity of the class sessions; the frequent face-to-face community events; and the collaborative nature of the action-research spirals renew the ICRs that sustain energy levels within the community. We have learnt that co-ownership and empowerment to 'make a difference' are important factors in the capacity of community members to sustain their level of participation in programme activities. . Evidence of progress: Regular feedback through the action-research process, and through communicative channels such as the communitymanaged website; community functions and the Group's LinkedIn site, has assisted members to know the 'state of the programme' at all times. Even when progress had stalled for some reason (as has happened regularly), this knowledge was widely circulated and became the source of renewed, energetic communal endeavour. We have learnt that the monitoring and communication of progress is vital to sustaining stakeholder energy resources, and honouring the value proposition of 'making a difference' that drives community commitment. . Learning and personal growth: The inclusion of 'a life changing experience' in the programme's value proposition to its students (and, indirectly, to all community members) possibly differentiates it from many other postgraduate programmes world-wide. In honouring this promise, the programme draws on advice from Kofman and Senge (1993, 19-20) , who argue that transformational learning is:
(N)ot ultimately about tools and techniques. It is about who we are . . . (and) . . . only with the support, insight and fellowship of a community can we face the dangers of learning meaningful things.
Through the action-research process, we have learnt that the initiative offers its stakeholders an opportunity to be engaged in something they perceive to be 'greater than themselves', and the experiences gained from their participation in the ABC community have created broad new frames of reference with respect to the 'living of a meaningful life'. Through such strategies, persistence is exercised not as a chore but as a manifestation of a life aligned to a meaningful mission; one through which challenges can be met and learnt from in concert with others who are also attempting to make a positive difference within their everyday life domains. As such, participation in this initiative enhances the knowledge gained through the formal educational processes of the programme.
Conclusions
After the completion of four 1-year spirals of action research, progress has been made towards the creation of a meaningful and empowering educational experience for students and the programme's stakeholder community. At the same time, much has been learnt about the politics of innovation within the academy. The attempt to create a different form of management for an innovative programme that promises much with respect to the generation of the kinds of knowledge relevant to the needs of contemporary society, and that allows meaningful stakeholder participation in programme delivery and governance, is proving to be a difficult and slow process. However, the stakeholder learning gained through the participative action-research process has complemented the academic offerings of the programme and has sustained their commitment to persist with the transformational action. Furthermore, the strategic knowledge generated by this action has reassured this community that the mission upon which they are embarked -that of the realisation of a model of programme management that is more appropriate to the knowledge needs of contemporary society -is both viable and pertinent. However, the further development as well as refinement of this knowledge -now that the strategic action has become visible within the institution -has become the most important learning requirement over the next spirals of action research. These spirals must now develop the negotiation capabilities required to realise the strategic objectives that remain unattained. Failure to generate the political nous to do so could undo all that this academic community has achieved to date. At the time of writing, the fifth spiral of action research is underway and negotiations with the new Dean of the Faculty, regarding the allocation of an annual budget to the programme, and with the senior management of the university regarding a change of name for the programme, have recently commenced. The fact that these negotiations have actually commenced reflects the political influence being exerted within the university by the growing coalition of internal allies of the programme.
